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ABSTRACT

The often-used phrase, failing to plan is planning to fail, was never more
appropriate than when used in the context of building anew fire sation. The problemis
that the City of Oldsmar fire department has no planning tool for the design and
congtruction of anew fire station This research project analyzed effective methods for
developing a project plan. The purpose of this research project was to identify current
project planning methodology and create a project plan for the desgn and construction of
anew fire station. Evauative and action research methods were used to answer the
following research questions.

1 What are the essential components needed to make a good project plan?

2. What are the important human factors in project planning?

3. What factorsin project planning contribute to a successful or failed project

result?

Procedures utilized included: review of written materia on project planning and
scheduling; review of written materia on project success and failure.

Thefindings of the research indicate a definite correlation between definitive
project planning and success or failure of projects. The findings further point out the
importance of the project manager to a given project.

The mgor recommendation of the research was afire sation project planning
document. Other recommendations were that the planning processinformation should be
shared with other city management team members; further research dedling with project

critique and plan documentation is needed.
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INTRODUCTION

The City of Oldsmar fire department provides fire prevention, fire suppression,
and emergency medica services to the community from one fire dation facility. This
facility has existed on or near the same site since 1949. As the community has grown and
services provided by the fire department have diversfied the current facility is not
grategically located and has been outgrown. In 1997 the fire department was given the
mandate to select aSte for condtruction of anew fire station. That mandate has been met.
In 1998 the fire department was given a second mandate to prepare for and construct a
new fire station in fiscal years 1998/1999 and 1999/2000. The problem is that the City of
Oldsmar fire department has no planning tool for the design and construction of anew
fire sation.

The purpose of this research project wasto identify current project planning
methodology and create a project plan for the new fire sation. City of Oldsmar personnd
utilizing this information will be prepared for moving forward to meet the mandate given
to them.

Evauative and action research methods were used to answer the following
research questions:

1 What are the essentid components needed to make a good project plan?

2. What are the important human factorsin project planning?

3. What factorsin project planning contribute to a successful or failed project

result?



BACKGROUND AND SIGNIFICANCE

Oldsmar Fire Department

The Oldsmar Fire Department provides fire and emergency servicesto the
municipality of Oldsmar located in Pinellas County, Florida. The Oldsmar Fire
Department provides services utilizing a combination department comprised of 15 career
positions and 10 volunteer positions. The department operates from a single station and
serves aresident population of 10,000. Oldsmar Fire Department is one of 20 fire and
emergency services departments within Pindlas County. The other fire departments
range from municipa fire departments, to dependent fire digtricts contracted to Pindllas
County government for services, or independent specia districts authorized by the State
legidature to provide services. This diverse group has functiondly consolidated many
redundant functions, some with the help of Pindlas County government. Pinellas County
oversees the 911 Public Safety Answering Point (PSAP) and dispaiches dl fire
departments within the county. Pinellas County also provides Emergency Medica
Services (EMS) through contracts with 17 fire service agencies for Advanced Life
Support First Responder Services. The County aso contracts with American Medicd
Response (AMR) for ambulance transport.

An automatic aid agreement exists between dl providers. This agreement
eliminates jurisdictiona lines and ensures that the closest unit to an emergency incident is
sent regardless of the community the event occurs in. The fire departments share a
common set of Standard Operating Procedures and utilize group purchasing for
equipment like fire hose, protective clothing, and many other items. The functiond

consolidation of fire and EM S services within Pindlas County brought together over



sixty fire gations and 1,200 fire fighters to provide emergency service to aresident
population of dmaost one million people.
History

The Oldsmar fire department was formed as an dl-volunteer organization in 1949.
The department was housed with other City departmentsin a centrally located facility on
State Street. Asthe City grew in built upon areaand in population the fire department
managed to provide services and found its location suitable. In the early 1980’ sthe City
experienced a massve building boom. Suddenly the population had doubled and the built
upon aress of the city expanded tremendoudy. With the growth came increased demands
for emergency services. In 1983 the city moved from an dl-volunteer organization to a
combination fire department. Throughout the 1980’ s and 1990’ s the city continued to
grow and more people discovered Oldsmar’s smdl city by the bay charm. Thefire
department aso grew through these years. The services the fire department provided to
the community expanded to meet citizen expectations. The fire department organization
rapidly outgrew the exiging station facility.

In 1995 the city created a community redevelopment digtrict to encourage growth
and revitdize the city’ s old downtown area. Thefire station facility was located within
thisdigrict. Growth of the city away fromits origina core strained the fire departments
ability to provide rapid response to these aress. It was becoming clear thet the current ste
of the fire station was no longer optimum for the community. The redevel opment efforts
in the downtown area recognized the vaue of the current fire station site for development
of something other than afire gation. The recommendation of the fire chief and the

redevelopment agency to move the fire station was added to the city’ s Srategic plan. The



following year the mandate to locate property for the new fire sation was created by the
city coundil.
Fire Station

The exidting fire gation utilized by the city was congtructed in 1979 and occupied
in early 1980. The department was &t thet time al volunteer and little thought, if any had
been given to that status changing. The dtation reflected this. As the fire department
changed to a combination organization with career personnd the facility quickly ran short
of space. As more career personnel were added the space needs grew but could not easily
be met. In 1989 the department added advanced life support emergency medica services.
The need for more medical equipment storage space and more living room for firefighters
necessitated the congtruction of additiona climate controlled space on what had been
apparatus floor.

The city continued to expand and response times began to indicate the current fire
gtation was not in the best place. This was offset somewhat due to the automatic aid
agreement in place. Growth was not limited to the City of Oldsmar. All of the
surrounding communities were experiencing Smilar or grester growth. Thisimpacted the
availability of neighboring departments engine companies. An andyss was performed
utilizing response gatigtics and computer modeling to identify the best locetion for the
fire gation. Eventualy four stes were identified for possible fire sation locations. Two
of them were near the best location identified by the statistical analysis and moddling.

One ste was diminated due to its Size and possible difficulties with ingress and egress.
The second site was eliminated because its location provided no real benefits for

improving response times. The third Site was regjected due to the acquigition price. The



fourth Ste, and the best Site, was purchased in a creative method involving land swaps
and cash. The Oldsmar fire department now had the land resources that were best situated
for the community.

This paper was prepared to satisfy the applied research project requirements
associated with the Executive Planning course at the National Fire Academy (NFA). A
sgnificant portion of that course was devoted to the discussion and application of
planning. This research related to the area of project planning by reviewing current
project planning theory. It dso provided for the crestion of aworking fire station project
plan for use by the city.

LITERATURE REVIEW

Fire protection needs must be planned for carefully. There are two important
aspects to any good plan. The plan itself, which must be feasible and directed at clear
gods and the process of plan development. Plan development must assure dl mgor gods
are consdered and that every congtituency affected by the plan isinvolved in the
planning process (Granito, 1981). The effective management of project management is
particularly important to the success of the public fire service organizations (ICMA,
1988). Fire service managers must acknowledge the growing public demand for
accountability, for resources utilized, and services provided (Executive Plamning, 1999).
Intheir work, Plan or Die — 10 Keys to Organizational Success, Goodstein, Nolan, and
Pfeiffer (1993) state:

Virtudly every organization musgt examine not only how to maintain current

levels of quaity but dso how to establish mechanisms that will assure constant

improvement of the quality of the products and services. This necessty has



creeted great stress in organizations that have not had to ded Sgnificantly with
this critica dimension in the past (p.7).
This growing demand for accountability while at the same time demanding improvement
in the way fire service organizations perform dictates a new gpproach to planning is
needed.

Project Planning Theory

In their 1996 work, What Made Gertie Gallup, Kharbunda and Pinto quote Otto
Von Bismarck, “Fools you are...to say you learn by your experience...| prefer to profit
by others mistakes and avoid the price of my own.” Failure may be a step to future
success, however it is better, cheaper, and wiser to learn from other peoplée sfailures.
Organizations performing projects will usudly divide each project into severd project
phases to provide better management control. This provides gppropriate links to the on-
going operations of the performing organization (PMI, 1996). There must be a definition
phase within project management. In this phase questions must be asked to identify the
purpose of the project and its objectives. How the objectives are to be achieved and what
resources are needed are key to defining the project (Executive Plamning, 1999). The
planning phase of project management begins once the project has been adequately
defined. At this point no activities or resources have been scheduled and the project team
may yet to be selected (Executive Plaming, 1999). Implementation of the project planis
the next phase. Here the project team focuses on how the project is progressing. They
examine what actions may be necessary to get the project back on track or to maximize
opportunity. Then the project team must look at how did the project go and what was

learned (Executive Plaming, 1999). Eventud action plans, i.e, project plans, must



acknowledge the organi zations culture and stakeholders. A plan that does not do thiswill
not garner support. It will fail to reflect what isimportant to the organization (Goodstein,
Nolan, Pfeffer, 1992).
Teams

The use of teamswill greetly benefit mgor projects. Teams provide
representation, input, and involvement from different levels of the organization. This
resultsin more support for the project (Executive Plaming, 1999). Kruger (1998)
recommends that if you want the organization to go places, don't go it done. If you are
leading a big change in alarge organization your best dly may be a great partner. That
partner may well be an employee team. For change to be successful the leader must
maximize the opportunity for people to have input into the change process (Coleman,
1995). Team building provides those opportunities. Pull the ownership of programs and
policies out of the bureaucracy and put it into the hands of those who must ded with
them (Gaebler, Osborne, 1993). Managers must be guided by one smple axiom: There
are no limits to the ahility to contribute on the part of a properly selected, well-trained,
appropriately supported, and above al, committed person (Peters, 1987). Carter (1998)
recommends that task groups work on problems and change initiatives. The advantage of
the group is the combination of different ways of thinking and different points of view.

Participatory management decentralizes authority and eliminates bureaucracy
(Gaebler, Oshorne, 1993). The team management approach is necessary to catalyze dl
levels of the organization to solve problems. Paige (1995) discusses the implementation
of innovation teamsin three private sector companies. The teams were made up of

employees from dl organizationd aress. The teams were chalenged to create solutions to



short term organizationa problems. Once that was accomplished, they worked on long
term plans to develop avison of what the organization would look like in the future.
Two of the three achieved the short-term god's and progressed to implement the long-
range gods. The methods and techniques used in the business sector can be directly
applied to emergency service organizations (Paige, 1995).

If you want employee involvement in seeking methods of innovating service
delivery empower them (Heckerson, 1998). The organization and itS managers must be
willing to indude dl levels of personnd in the planning process, from the bottom to the
top (Shultz, 1996). Many cases have been reported where inadvertent employee
involvement has lead to innovation and solutions to problems (Peters, 1987). Gaebler and
Osborne (1993) devote a chapter to empowerment of communities to solve their own
problems. Anaogies can be made to the workplace. No one knows better the Situation
than those there. The bottom lineis, involve employeesin everything the organization
does.

Teams must recave training in innovation skills (Paige, 1995). These kills
include active ligtening, idea development, and different types of thinking. Kharbanda
and Pinto (1996) fed the foremost guide for insuring project successis to transform the
project team into a dedicated team of managers. Right from the art they must be
determined to agree upon aplan and implement it fully and successtully.

Thefindings and observations of the worksin the literature review convinced this
author that a project plan was indeed needed by the City of Oldsmar fire department.

Further, the need to select a qualified team representing the projects stakeholders was



recognized as vitd to the project. This researcher aso recognized the overwhelming
importance of the project manager to the team’sfinal product.
PROCEDURES

Definition of Tarms

For the purpose of this study, the following definitions gpply:
Project. A temporary endeavor having a complex set of tasks, having a definite beginning
and end, undertaken to create a unique product or service. Can be distinguished from
routine, ongoing tasks and programs.

Project Management. The application of knowledge, skills, tools, and techniques to

project activities in order to meet or exceed stakeholders needs and expectations from a
project.

Project Stakeholders. Individuas and organizations who are actively involved in the

project or whose interests may be pogtively or negatively affected as aresult of the
project execution or successful project completion.

Déiverable. A tangible, verifiable work product such as afeashility study, a detail
design, or aworking prototype.

Research Methodology

The methodologies utilized for this research project included evaudive research
and action research. The desired outcome of the research project was to develop afire
dtation design and construction project plan meeting the needs of the City of Oldsmar fire
department.

The research procedures used in preparing this paper began with aliterature

review a the Oldsmar Public Library in Oldsmar, Florida. Additiond literature review



was performed at the Florida Southern University campus library in Lakeland, Florida;
. Petersburg Junior College Hedlth Center Library in St. Petersburg, Horida; aswell as
Oldsmar Fire Department’ s periodical resources. The literature review was asssted by
Internet searches for journd articles dedling with the subject. When an article or book
reference was found on the Internet, it was noted for reference at the library to identify
the primary source.

Nationa Fire Academy Executive Planning course materias and class project
materials were utilized to assist in the development of the new fire station project plan.
The project plan is provided in Appendix A.

Asaumptions and Limitations

Few limiting factors and assumptions impacted this research project. In the
TampaBay areaof Floridamost of the research materials found on the subject of project
planning are maintained at Florida Southern University. This researcher was limited to
obtaining five books viainter-library loan procedures a hislocd library. This
necessitated travel to the Florida Southern campusin Lakeland, Horida

The desire to investigate other loca fire service project planning documents was
sdemated by their lack of exisience. While many new fire stations have been constructed
in Finelas County within three years no fire service organization had created a project
planning document.

The assumption was made that the result of this research project, the fire station
project plan, would result in a better building. However, there can be no control project

without a project plan to verify this assumption. It must be further assumed that projects
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that have had problems, and have had no plan to guide the organization, would have

benefited from a project plan.

RESULTS

Answers to Research Questions

1. What are the essentiad components needed to make a good project plan?

The project must first be well defined. The projects purpose must be stated
clearly and concisdly. Resources that are needed must be identified (Executive Plaming,
1999). The definition phase of project management is assisted using the following tools:
the project statement; the project objectives, awork breakdown structure; the project
resource andyss; and the project management discussion. The planning phase of project
management follows the definition phase. However, no resources or activities have been
scheduled. The project team may not be sdlected yet. The planning phase of project
management is assisted using the following tools: the respongibility matrix; the project
chart; contingency planning; and the resource schedule. Once the project has been
defined and the project plan has been created the implementation phase, or execution, of
project management may begin. The project team must congtantly perform progress
checks. If during these progress checks deficiencies or opportunities gppear the team
must take action to get back on track or capitdize. The team must perform acritique of
the project to determine how things went and to record what was learned, good and bad,
for future reference.

During implementation the project must be monitored and evaluated to be

successful (Kharbanda, Pinto, 1996). There are three current methodologies for project
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monitoring and evauation. The first and most widdly used is called feedback. Feedback
isthe most dementary of the three methods. It assesses the project following the
occurrence of sgnificant events or deliverables. Feedback may entail exception reports,
which generdly inform what is missng well after the point of repair. It is backward
looking. The andogy hereisto closing the barn door after the horse is gone. The second
method is caled concurrent monitoring. Concurrent monitoring provides red time data
and information. The datais in a usable format so as to be actionable and cause
immediate corrective action to be taken. Concurrent monitoring lendsitsdf to computers
and certain project monitoring software. However, someone must stay on top of the data
entry and the reports must be usable. The third method is called feedforward.
Feedforward identifies that present actions have future implications. It is a proactive
method of monitoring. It requires the project team to look forward and make “what if”
judgements.

Higtorically project success was measured by the organization based on fedings,
how did the customer or the CEO like the result. This method of evaluation was
imprecise a best. Project planners within organizations eventualy developed the “triple
congtraint” evaluation process for use at the end of a project. The triple congtraint based
success on the following factors: was the project completed on time; was the project
completed within budget; and is the project performance in the manner intended. These
three condraints are widely in use today and certainly important to organizations
performing projects. However, the primary thrust of the three condraintsisto satisfy
some interest group internd to the organization (Kharbanda, Pinto, 1996). Time and

budget may be the concern of cost accountants that are tasked with keeping costs down.
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Nowhereisthe customer or end user identified in the three congtraints. Kharbanda and
Pinto (1996) recommend the inclusion of afourth, or quadruple condraint, be added to
the pillars of project success. That fourth congtraint being customer satisfaction.

2. Wha are the important human factorsin project planning?

The project must be supported and projected from the top of the organization.
Strategic level managers must provide support through their authority and influence to
make a success of aproject plan (Executive Planing, 1999)(Goodstein, Nolan, Pfeiffer,
1993). Without adequate involvement of the necessary congtituencies, implementation of
the plan likely will fail due to alack of cooperation (Granito, 1981). A team concept must
be utilized. Team members must have diverse knowledge, skills, ahilities, and strengths.
The project team can help educate the entire organization through presentation and
communication. They can generate enthusiasm for the project throughout the various
congtituencies.

Good project human resource management is vital to successful project
completion. Human resource management includes three areas. They are organizationd
planning, Saff acquisition, and team development. Organizationd planning is used to
identify team members, document and assign project roles and responsibilities; and
dedlinegte reporting relationships. Staff acquisition means getting the people needed and
assigning them to the project. Team development is accomplished by appraisng
individua and team skills and providing training or education to enhance performance.
The team must recognize that organizationd cultures often have a direct influence on the

project (PMI, 1996). A team proposing a high-risk approach is likely to secure approval
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in an aggressive or entrepreneuria organization. If the organization is cautious or
conservative the same team may never garner support for their plan.

The project team must be provided with agood project manager. The project
manager must not only manage but lead. They are role model s for the project and are
mogt effective when they lead by example (Executive Plaming, 1999). The Project
Management Ingtitute (PMI) standards committee (1996) listed these attributes for
successful project managers. They must have good communication skills, both written
and ord, and be capable of utilizing forma and informa reporting methods. They must
be good negotiators, able to confer with others to reach agreement. The find atribute
listed was that they must be problem solvers. Able to define and andyze a problem to
identify viable solutions, then make decisions at the most appropriate time.

The project manager needs to practice effective facilitation, delegation, and
communications skill (Executive Plaming, 1999). With these skills the project leader
may increase the overdl effectiveness of the team. In their book, Managing Fire
Services, the Internationa City Management Association (ICMA) (1988) provides
srategies for project managers to utilize to garner support for the project. They are:
listening; doing seedwork for future projects; having visibility within the organization,
but not too much; conduct yoursalf with openness and honesty; give credit to others,
especidly in the media; give prompt positive feedback; take reasonable risks; relay
sincere compliments publicly; observe protocol; be aware of implied power; seek win-
win Stuations versus win-lose; share ownership; work with line people; share

information before taking action steps; be open to dternative suggestions.
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Project leaders can help team members succeed by alowing for their growth,
cultivating sdf-esteem, and recognizing their needs (Executive Plamning, 1999). This
increases the team member’ s ability to do agood job. An effective project leader
recognizes and uses the knowledge, Kkills, abilities, talents and strengths of team
members (Executive Plaming, 1999). The project team and the project manager must
aways redize that sometimes people will act unreasonable, insensible, or incompetently.
Human beings are not infalible (Kharbanda, Pinto, 1996). The project manager must
plan for problems not anticipate success.

3. What factorsin project planning contribute to a successful or failed project

result?

Proper project management really starts with a proper cost estimate right a the
project definition stage. The importance of an estimate cannot be over emphasized.
Project estimation isindeed ayardstick for project cost contral. If the yardstick isfaulty,
projects start on the wrong foot (Kharbanda, Pinto, 1996). Cost estimating and
scheduling, if unredigtic, may handcuff projects from the start. The inevitable cost
overruns cast negative clouds over the project early, and in some cases these poor
reputations have lingered throughout the projects existence. With many large projects
initid budgets and schedules comprise best guesses as to the most likely coststo be
incurred. It is no wonder so many stories abound about projects saddled with runaway
budgets and schedules diding asinitia plans meet hard redity (Kharbanda, Pinto, 1996).

The number one cause of project falure is the inability or unwillingness of the
project manager and team to engage in the “what if” trouble shooting guesswork before

problems surface. Ignoring forward-looking activitiesin favor of concentration on
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present status of the project is disastrous. Most failures can be traced to inadequate
planning, inaccurate planning, or blind adherence to origina plans regardless of how the
environment has changed in the interim (Kharbanda, Pinto, 1996).

Why is poor planning a mgor source of failure? The project manager assgnment
may be given as an afterthought and the person chosen may not have the necessary tools
or skillsto complete the project successfully (Executive Plaming, 1999). Project
managers are under intense pressure from top management to show some visible sgns of
project progress. Public sector project managers are often expected to show resultsin less
time than their corporate counter parts (ICMA, 1988). These pressures are counter-
productive because they force the project manager and team into the wrong mode (project
execution) far too early (Kharbanda, Pinto, 1996). The public sector project managers are
visble to the community and the media, who may not understand the complexities of the
project. This may create mandates that are emotionaly charged, poorly conceived, and
without option. They in fact may be impossible to perform (ICMA, 1988). Goodgtein,
Nolan, and Pfeiffer (1993) provide thisformulafor failure for project managers, “ Plan an
easy, quick process. Do not develop followership. Proceed with afuzzy mission, do not
wadte time developing a clear vison. Avoid risks, reward those who successfully avoid
taking them.”

The use of project teams will greatly benefit mgor projects (Executive Plamning,
1999). Teams provide representation, input, and involvement from different levels of the
organizaion. This results in more support throughout the organization for the project.
Teams should have five to twelve members. The membership must include someone with

respongbility for decison making, someone affected by the project, and someone with



the expertise in the area. If team meetings are handled in effectively the meetings can be
frudrating, awaste of everyone' stime, and costly. Mestings that dlow information
sharing, collecting ideas, problem solving, and decison making will be extremey
beneficid to the team.

Without adequate involvement of the necessary stakeholders, implementation of

the plan likdy will fal dueto alack of concern and cooperation (Granito, 1981).

Stakeholder management isamagjor chalenge of project management. Key stakeholders

on every project include project managers, customers, performing organization and its
employees, and the project sponsor with the financia resources. Managing stakehol der
expectations may be difficult because stakeholders often have different objectives that
may come into conflict. Differences between or among stakeholders should be resolved
in favor of the customer (PMI, 1996).

Organizations generdly fall to engage in their own honest post-failure project
gppraisal. The tendency isto avoid discussion of fallure. Kharbanda and Pinto (1996)
sate:

In our experience, the problems that underscore such shaky track records are

usudly legion; however one common denominator shared by most troubled

organizationsis their unwillingness or ingbility to learn from padt failure. Project
review meetings, so important as alearning tool, are either perfunctory (in the

case of success) or ignored (in the case of failure) (p.35).

The Nationa Aeronautics and Space Adminigtration (NASA) performed a study
on 650 NASA projects (Executive Plaming, 1999). The study identified Sx common

characteristics of unsuccessful projects. They were: using the project management
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process ineffectively; starting without a clearly defined need; selecting the wrong project
manager; lacking upper management support; defining tasks inadequately; reluctance to
end project. The same NASA study aso identified ten characteristics of successful
projects. They were: projecting teams commitment; accurate initial cost estimates,
capable project team; adequate funding throughout the project; effective planning and
control techniques;, minima amount of startup difficulty; task versus socid orientation of
project team; absence of bureaucratic organization and controls; project manager on Site
or close to project; clearly established criteriafor success.
DISCUSSION

The results of the literature review dealing with project management were
daunting. Projects without clearly defined gods generdly spin out of control as gods are
continualy reassessed and interpreted while the budget grows and the estimated
completion date dips further and further into the future. The Kharbanda and Pinto (1996)
work, What Made Gertie Gallup, should be required reading for any individua entering
into project planning or assigned as a project manager. The book details why projectsfal
and examines severa failed project examples. The worst sorts of projects seem to be
those that are established with vaguely defined or fuzzy mandates that permit awide
range of interpretations among members of the project team and organization. The more
well defined the goals the clearer the indications are, both externdly and interndly, that
the project team is succeeding.

It seems that many organizations begin the process of system design before
identifying and andlyzing the needs of the organization. Without planning, a costly

project may end up not effectively serving the organization or be incapable of serving.
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Panning outputs from other knowledge areas, higtorica information, organizationd
policies, and project constraints must be studied during project plan development.

To be effective in today’ s world of municipa management more attention needs
to be placed on planning. Citizens are unwilling, and rightfully so, to accept mediocre
project results. They want to get the biggest bang for their tax buck possible. Thisis
doubly important for asmal community like Oldsmar. The number of mgor projects
undertaken in any year issmdl. A project failure or a project that runsinto difficulty
generdly receives wide reporting and the project manager is scrutinized with the clarity
of 20/20 hindsight. This has happened in Oldsmar on more than one occasion.

The importance of the project manager to the success or falure of the project was
driven home by the literature review. All of the information presented about project
managers was of particular interest to this researcher as he will be the fire station project
manager. The NFA course and this applied research project were perfectly timed to dlow
this researcher maximum benefit towards the development of aproject plan. Itis
interesting to reflect on the previous knowledge base of this researcher and how the new
fire sation project may have fared.

The action portion of this research, the new fire station project plan, will diminae
many of the pitfals previous city projects may have fdlen into. The project plan will
provide aframework to begin with for the project team to work with. As the team works
on the definition and planning phases of the project the plan may be revised or atered.
These dterations will be aresult of teamwork and provide buy in and support from dl

team members.
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The new fire station project plan provides dmost al of the components discussed
in the research project. Asthe project team meets and continues the planning process the
plan may be improved and enlarged to cover al important areas needing atention. The
project misson satement, “The Oldsmar Fire Department will provide aplan for the
design and congtruction for the new main fire sation. This project will be completed
within 24 months at a cost of 1.5 million dollars. The project start date will be February
15, 1999. The project will be completed by February 15, 2001”, is clear and provides a
definite beginning and end. The plan providesfive clear project objectives. They are:

1. Theproject team will obtain architectural and engineering services within 120
days.

2. The project team and architect shal develop and findize congtruction
drawings and specifications within 120 days that meet the congtraints of the architectura
contract.

3. The project team shall sdlect a contractor within 120 days.

4. Upon award of bid the contractor shal complete construction of station within
ten months.

5. The project team, with the architect and contractor will completefind
acceptance of new gation within two months.

Each of these project objectives has been provided in awork breakdown structure. In al
there are approximately 100 task items in the work breakdown structure.

The team membership has been identified to meet the recommendations of the
work reviewed in this research. It is a diverse group representing each mgjor

condtituency. The plan provides aresponghbility matrix and begins to examine the
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potentid resources for the planning phase. The plan aso examines potentia problems

and potentia opportunities.

RECOMMENDATIONS

The recommendations semming from this sudy are:

1

The City of Oldsmear fire station project team should strive to follow,
embdlish, and fine-tune the new fire Sation project plan found in
Appendix A.

The project planning process information should be shared with other top
level City management team members to indtitutiondize the project
planning concept within the City organization.

Further research in the area of project plan documentation, follow-up, and
critique should be undertaken to solidify critical analysis of completed

projects.
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Fire Station Construction Project

“Protecting Life and Property”

Project Team:

Marnie Burns Pat Raynor
Scott McGuff Craig Reed
Greg Newland Tony Tedesco

Tom Ott
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Executive Summary

The City of Oldsmar made the decision to relocate its fire station two years ago.
Population and structure growth dictated that the current station location was
inadequate. Redevelopment of the City’s downtown area also spurred relocation of the
existing station. The current fire station property had become more valuable for

redevelopment purposes.

The fire department was given the mandate to locate property within the City for
construction of a new fire station. Contacts were made within the community for citizen
input. The fire department evaluated response statistics. Assistance was obtained from
the county utilizing computer modeling software. Four sites were eventually identified for
further review. Two of these were eventually dropped from consideration due to
inadequate lot size and access limitations. The two remaining sites were appraised and
negotiations were entered into for purchase. The final site selection was based on
location, price, and developer assistance. The selected site is on the eastern side of
Pine Avenue North approximately 800 feet north of Tampa Road and south of Forest

Lakes Elementary School.

The fire department has now been given the mandate to construct a new fire station
with an emergency operations center (EOC) and to relocate the employee fithess center
in the new station. The mandate also provides for the site design of a community park

on the fire station site.

The immediate concern for the City of Oldsmar is to complete a project plan for all
construction phases. The long-range concern is to provide adequate land, planning, and

financial resources for the community park and future park improvements.
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Organizational Mandate

In 1997 the City of Oldsmar Fire Department was given the mandate to select a

site for construction of a new fire station. That mandate has been met. In 1998 the

fire department was given a second mandate to prepare for and construct a new

fire station with an Emergency Operations Center (EOC) , relocated employee

fitness center, and community park in fiscal years 98/99 and 99/2000.

PROJECT PLAN

Project Statement

The Oldsmar Fire Department will provide a plan for the design and construction for the
new main fire station. This project will be completed within 24 months at a cost of 1.5
million dollars. The project start date will be February 15, 1999. The project will be
completed by February 15, 2001.

Project Objectives

1- The project team will obtain architectural and engineering services within 120 days.

2- The project team and architect shall develop and finalize construction drawings and

specifications within 120 days that meet the constraints of the architectural contract.
3- The project team shall select contractor within 120 days.

4- Upon award of bid, contractor shall complete construction of station within 10

months.

5- The project team, with architect and contractor will complete final acceptance of new

station within 2 months.
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1.0

Work Breakdown Structure

The project team will obtain architectural and engineering services
within 120 days.
1.1 Develop a Request for Proposal (RFP).

11.1
11.2

Obtain current fire service RFP examples
Discuss examples with community representatives for successful

outcomes

1.2 Advertise RFP

121
122

123

124
125

1.2.6
127

Develop draft RFP language

Ensure draft includes references to Local Strategy Mitigation
Grants

Provide draft RFP language to City Attorney and City Manager for
review and comment

Receive comments and finalize RFP language

Submit final RFP to City Manager for City Council authorization to
advertise

Review City bidder list for architects and enhance if needed
Advertise RFP

1.3 Receive and evaluate proposals

14

131
1.3.2
1.3.3

134
135
1.3.6

14.1
14.2

143

Develop evaluation matrix

Receive and time/date stamp ten proposals
Distribute proposals to team members for review and
Individual evaluation

Team meeting to evaluate and rank proposals
Develop potential questions for interviews

Provide ranked proposals to City Attorney for review and comment

Interview qualified applicants

Notify all proposal submitters of interview selections
Schedule dates'times for timed presentations and interviews

Final evaluation and ranking

28
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2.0

1.4.4 Provide rankings to City Manager
1.5 Negotiate architectural contract
1.5.1 Meet with City Manager/Attorney regarding architectural services
contract
1.5.2 Schedule highest ranked firm for negotiations
1.5.3 Meet with highest ranked firm
1.5.4 Schedule next firm if necessary
1.6 Determine that zoning and land use of property are satisfactory for use

1.6.1 Send memorandum to Community Development Department

The project team and architect shall develop and finalize construction
drawings and specifications within 120 days that meet the constraints
of the architectural contact.
2.1 Solicit input from stakeholders of project

2.1.1 Meet with employees

2.1.2 Meet with city manager and council members

2.1.3 Conduct public workshop
2.2 Establish facility parameters

2.2.1 Review other plans/specifications

2.2.2 Visit other fire stations

2.2.2.1Create checklist by functional area

2.3 Perform needs assessment

2.3.1 Obtain county communications input

2.3.2 Obtain City MIS input

2.3.3 Obtain Parks & Recreation Board input
2.4 Provide architect with information for preliminary drawings
2.5 Receive and review preliminary plans from architect

2.5.1 Review and identify modifications as needed

2.5.2 City council presentation
2.6  Receive and review 80% drawings

2.6.1 Submit park plans to Park & Recreation Board for comment
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2.6.2 Submit site drawings to TRC for review and comment
2.6.1.1 TRC will seek council approval
2.6.3 Submit to building official for review and comment
2.6.4 Review and identify modifications as needed with architect
2.7 Receive and review 100% drawings
2.7.1 Submit drawings to building official for approval and permit
2.7.2 Submit revised drawings to TRC for approval
2.7.3 Submit final park drawings to Park & Recreation Board
2.7.3.10btain board recommendation for approval
2.7.4 City council presentation for final approval
2.8 Accept final plans and specifications suitable for bidding
3.0 Team shall select contractor within 120 days
3.1 Develop a request for bid
3.1.1 Ohbtain city language for bid advertisement
3.1.2 Review other agencies bid documents
3.2 Advertise bid
3.2.1 Include pre-bid conference date, time, and place
3.3 Hold pre-bid conference with interested parties
3.3.1 Architect to attend
3.3.2 Record for future clarifications
3.4 Receive and evaluate bids
3.4.1 Develop evaluation matrix
3.4.2 Receive and time/date stamp submittals
3.4.3 Distribute to team members for review and individual evaluation
3.4.4 Contact references
3.4.5 Determine qualified bidders
3.5 Team meeting to select preferred bidder
3.6 Submit bid award recommendation to city manager
3.6.1 Prepare city council packet material
3.6.2 City council meeting for approval

3.7 Notify successful contractor of award
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4.0

5.0

3.7.1 City attorney to review contract documents

3.7.2 Set date for pre-construction meeting

3.7.3 Establish start date for construction
Upon award of bid, contractor shall complete construction of station
within 10 months.
4.1 Project manager to act as liaison from committee to contractor
4.2 Schedule groundbreaking ceremony

4.2.1 Create plan for groundbreaking
4.3 Ensure architect is providing construction inspection services
4.4 Establish weekly construction meeting schedule
4.5 Conduct team meetings to provide status updates

4.5.1 Conduct monthly team site inspections

4.5.2 Schedule employee/shift visits to site

The project team, with architect and contractor will complete final

acceptance of new station within 2 months.

5.1 Conduct inspection of facility with project team, architect, contractor
5.1.1 Schedule time and date

5.2 Project team to create moving plan

5.3 Develop Furnishings Needs

5.4 Identify a “punch” list of work items remaining

5.5 Contractor will complete “punch” list items
5.5.1 Settime schedule for completion

5.6 Re-inspect facility
5.6.1 Schedule time and date

5.7 Obtain Certificate of Occupancy
5.7.1 Schedule date and time for final inspection
5.7.2 Architect to attend

5.8 Accept building
5.8.1 Obtain all warranty statements on equipment

5.7.1 Secure final as built drawings form contractor/architect
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Responsibility Matrix

1.0 The project team will obtain architectural and engineering services within 120 days

Performance Task

Responsible

1.1Develop a Request for Proposal (RFP).

1.1.1 Obtain current fire service and recent City RFP
examples

Local FD’s — Pat/Tony
Florida Chief's — Scott
City — Craig/Marnie
Nearby counties —
Tom/Greg

1.1.2 Discuss RFP examples with community
representatives for outcomes

Same as above

1.2Advertise RFP

1.2.1 Develop draft RFP language

Project Team

1.2.2 Ensure draft includes references to Local Strategy Scott/Community
Mitigation Grants Development Director
1.2.3 Provide draft RFP language to City Manager and Scott/City Manager

Asst. City Manager for review and comment

Asst. City Manager

1.2.4 Receive comments and finalize RFP language

Project Team

1.2.4 Submit final RFP to City Manager for City Council
authorization to advertise

Scott/Pat

1.2.6 Review City bidder list and enhance if needed

Project Team

1.2.7 Advertise and distribute RFP

Marnie/Admin. Services

1.3Receive and evaluate proposals

1.3.1 Develop evaluation matrix

Craig/Project Team

1.3.2 Receive and time/date stamp ten proposals

Administrative Services

1.3.3 Distribute proposals to team members for review and | Scott/Marnie
individual evaluation
1.3.4 Team meeting to evaluate and rank proposals Project Team
1.3.5 Develop potential questions for interviews Project Team
1.3.6 Provide ranked proposals to City Attorney for Pat
review and comment
1.4Interview qualified applicants
1.4.1 Notify all proposal submitters of interview selections Marnie/Pat
1.4.2 Schedule dates/times for time limited presentations Tony
and interviews
1.4.3 Final evaluation and ranking Project Team
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1.4.4 Provide rankings to City Manager Scott
1.5 Select and negotiate architectural contract
1.5.1 Meet with City Manager/Attorney regarding Marnie/Scott
architectural services contract
1.5.2 Schedule highest ranked firm for negotiation Tony
1.5.3 Meet with highest ranked firm Marnie/Scott/Attorney
1.5.4 Schedule next firm if necessary Scott
1.6 Determine Land Use and Zoning are
satisfactory
1.6.1 Send memorandum to Community Development Scott

2.0 The project team and architect shall develop construction drawings for bidding

within 120 days.

Performance Task

Responsible

2.1 Solicit input from stakeholders of project

2.1.1 Meet with fire department employees

Tom, Tony, Greg

2.1.2 Meet with City Manager and Council members Scott
2.1.3 Conduct public workshop Pat, Greg
2.2 Establish facility parameters
2.2.1 Review other plans/specifications Team
2.2.2 Visit other fire station facilities Team

2.2.2.1 Create checklist by functional area Scott
2.3 Perform needs assessment
2.3.1 Obtain County Communications input Scott
2.3.2 Obtain City MIS input Scott
2.3.3 Obtain Parks and Recreation Board input Scott, Tom
2.4 Provide architect information for

preliminary drawings

2.5 Receive and review preliminary drawings
2.5.1 Review and identify modifications as needed Team
2.5.2 City Council presentation Team
2.6 Receive and review 80% drawings
2.6.1 Submit park plans to Parks and Recreation Board Scott, Tom
2.6.2 Submit site drawings to TRC for review and comment Scott, Pat

2.6.2.1 TRC will schedule Council site approval

Community Dev. Dir.

2.6.3 Submit plans to building official for comment

Pat

2.6.4 Review and identify modifications with architect

Team
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2.7 Receive and review 100% drawings

2.7.1 Submit drawings to building official for permitting Pat

2.7.2 Submit revised drawings to TRC for site approval Pat

2.7.3 Submit drawings to Parks and Recreation Board Scott, Tom
2.7.3.1 Obtain Board recommendation for approval Scott, Tom

2.7.4 City Council presentation for final approval

Team, Architect

2.8 Accept final plans and specifications
suitable for bidding

3.0 Team shall select building contractor within 120 days

Performance Task Responsible
3.1 Develop a request for bid
3.1.1 Obtain City language for bid advertisement Marnie
3.1.2 Review other agencies bid documents Team
3.2 Advertise bid
3.2.1 Include pre-bid conference date, time, and place Marnie

3.3 Hold pre-bid conference

3.3.1 Architect to attend

Scott, Greg, Architect

3.3.2 Record for future clarifications City Clerks Office
3.4 Receive and evaluate bids
3.4.1 Develop evaluation matrix Scott

3.4.2 Receive and time/date stamp submittals

Admin. Services Dept.

3.4.3 Distribute to team for individual evaluation

Pat

3.4.4 Contact references

Pat, Tony, Tom

3.4.5 Determine qualified bidders

Team

3.5 Team meeting to selectand rank preferred
bidders

3.6 Submit bid award recommendation to city
manager

3.6.1 Prepare city council packet materials

Scott

3.6.2 City council meeting for approval

Team

3.7 Notify successful bidder of award

3.7.1 City attorney to review contract documents

Pat, City Attorney

3.7.2 Set date for pre-construction meeting

Team, Architect

3.7.3 Establish start date for construction

Team, Contractor,
Architect
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4.0 Upon award of bid contractor shall complete construction within ten months.

Performance Task Responsible
4.1 Project manager to act as liaison from
team to contractor
4.2 Schedule groundbreaking ceremony
4.2.1 Create plan for groundbreaking ceremony Tony, Pat
4.3 Ensure architect is providing construction | Scott

inspection services

Scott, Architect,

Contractor
4.4 Conduct team meetings to provide status
updates
4.5.1 Conduct monthly team site inspections Team
4.5.2 Schedule employee/shift site visits Greg

5.0 The project team, with architect and contractor will complete final acceptance of new

fire station within two months.

Performance Task Responsible
5.1 Conduct inspection of facility with project
team, architect, and contractor
5.1.1 Schedule date and time Scott
5.2 Develop moving plan Pat, Tom
5.3 Develop furnishings needs Tony, Tom

5.4 Identify “punch list” of work items
remaining

Scott, Architect

5.5 Contractor will complete “punch list”

5.5.1 Set time schedule for completion

Architect

5.6 Re-inspect facility

5.6.1 Schedule time and date

Scott, Architect

5.7 Obtain certificate of occupancy

5.7.1 Schedule date and time for final inspection

Pat

5.7.2 Architect to attend

Scott

5.8 Accept building

5.8.1 Obtain all warranty statements on equipment

Scott, Architect

5.8.2 Secure final as-built drawings from
contractor/architect

Scott




FIRE STATION CONSTRUCTION PROJECT for the OLDSMAR FIRE

36

DEPARTMENT
Resource Requirements
PERSONNEL | FACILITIES EQUIPMENT MATERIALS
1.0 Obtain
Contract
1.1 Develop Project Team, Meeting Room | Computer Paper, pencils
RFP Lawyer Printer
Overhead
1.2 Advertise Administrative
Services
1.3 Receive & | Project Team, Meeting Room | Computer Paper, pencils
evaluate Lawyer Printer
Overhead
1.4 Interview & | Project Team Meeting Room | Overhead Paper, pencils
select
1.5 Negotiate | Project Team Meeting Room
contract Leader,
Admin. Service
Director,
Lawyer
PERSONNEL | FACILITIES EQUIPMENT MATERIALS
2.0 Drawings
for Bidding
2.1 Solicit Team, council, | Meeting rooms- | Audio/visual Paper, pencils,
Input employees, city | small and large | equipment for address info for
manager, citizen input school and
citizens meeting neighborhoods
2.2 Establish Team Meeting room Large table, Plans, paper,
parameters arch./eng. pencils
scales
2.3 Perform Team, county Meeting room Paper, pencils
assessment communication,
MIS, Park &
Rec Board
2.4 Provide Team Meeting Room | PowerPoint Written info,
architect info paper, pencils
2.5 Review Team Meeting room Large table, Plans, paper,
preliminaries arch./eng. pencils
scales
2.6 Review Team, TRC, Meeting room Large table, Plans, paper,
80% drawings | Council, Park & arch./eng. pencils
Rec Board scales
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2.7 Review Team, TRC, Meeting room Large table, Plans, paper,
100% Council, Park & arch./eng. pencils
drawings Rec Board scales

2.8 Accept Scott

final plans &
specs
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Potential Opportunities/Problems

Potential Opportunity Analysis (POA)

Developer contribution to emergency signal preemption
Site development funds from Parkland impact fees

Site development funds from street improvement fund
Grant funds for EOC construction/improvements

Developer contribution of additional parkland

Potential Problem Analysis (PPA)

Weather delays

Solil bearing analysis

Delay in obtaining construction materials
Insufficient budget projection

Delayed acceptance/occupancy
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